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5 FEB 1964 


MEMORANIQUUM FOR: Deputy Director of Central Intelligence 


SUBJECT : Central Qualifications Register 


1, This memorandum contains recommendations for your approval. 
Such recommendations are contained in paragreph 6. 


2. Attached as Tab 1 is a proposal for completing, through use of 
the RCA 501 computer, an Agency Central Qualifications Register for 
applicants and employees. The Assistant Director for Computer Services 
has concurred and his analysis ia attached as Tab 2. 


3. In 1952 the Agency initiated an employee qualifications coding 
system, of limited nature, utilizing IBM punched card methods. Through 
gradual expansion the system has now outgrown the capability of punched 
card methods and, for several months, has been phasing over to the 
RCA 501 computer. 


4, When completed, this conversion will permit: 


a. More selective recruitment of applicants by matching 
applicant qualificationg against Agency needs, 


b. Improved personnel placement by providing information 
t Career Service Boards and operating officials on employee 
qualifications. 


c. Improved manpower planning through a more flexible 
statistical system. 


d, The preperation, eventually, of biographic profiles 
through computer techniques. 
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e. Knproved procedures for the integration and consolidation 
of all information within the Agency on each employee. 


3. Complete conversion can be accomplished during the next five years 
with the personnel now on board, Intensified conversion efforts would enable 
aa earlier realization of the gains. This could be done in one year through the 
use of ten Agency retirees on contract. These individuals would not be charged 
against ceiling. The proposal will require $15, 000 in Fiscal Year 1964 and 
$50, 600 In Fiscal Year 1965, or a total of $65,000. Once converted, the system 
would produce better results for the seme money and manpower now being 
expended, or perhaps a little less. 


6. It is recommended that you: 


8. Authorize the further development of a Central Qualifications 
Register as a project utlilzing ten Agency retirees on contract for one 
year and not charged against cefling. 


b. Authorize an additional $15, 000 in Fiscal Year 1964 and $50, 000 
in Fiscal Year 1965, or a total of $65,000, for the prcject, 


Signed 
L, K. White 


Deputy Director 
for Support 


2 Attachments: 
Teb 1; Memo dtd 29 Oct 68 to DD/S fr 
D/Pers, gubj: "Project for Development 
of a Central Qualifications Register for 
Applicants and Employees" 
Tab 2: Memo dtd 29 Jan 64 to DD/S fr AD/CS, 
same subject 


CONCUR: . ee Poe wd Cot. alee EY Ss OTe A | 


Date 


Ay the pps re FECIGY ¢ FYLIOS 


foc arrays 


jon M. Clarke 

Director of Budget, Program Analys{s and Manpower 

The recommendations contained in paragraph 6 are approved b 
oe 


5 i eo 


Inn, 
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84R000500080005-6 
Colonel White 


ROOM NO. BUILDING 


REMARKS: 


John Clerke felt that phe 
DOC Should gd pProve because 
cL add tonal fuuds repaired 


Recommend your signature. 


FROM: 


; ROOM NO. BUILDING EXTENSION 
App MW a 3 84-0078012000500080005-6 
FORM NO. REPLACES FORM 36-8 GPO : 1957--0-499445 (47) 

{FEB 55 241 WHICH MAY BE USED. 
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MEMORANIRIM FOR; Deputy Director of Central Intelligence 
se : Central Qualifications Register 


x 


1, This aaa contains a recommendation for your approval, 
Such recommendation is contained in paragraph 5. 


2, Attached as T 
RCA 501 computer an Age 
and eraployees. 


1 is @ proposal for establishing through use of the 
Central Qualifications Register for applicants 


3. The proposal involves the use of ten Agency retirees on contract 
for @ period of one year. These iduals would not be charged against 
celling. The conversion will require $15, 000 in Fiscal Year 1964 and 
$30, 000 in Fiscal Year 1965, a total of $65, 000 for the project. 


4. Representatives of the Office of Computer Services have concurred. 
Their analysis of the proposal is attached ay Tab 2. The analysis indicates 
that the system would be highly advantageousto the Agency and, once converted, 
would not require any additional personnel cethip 


5. It is recommended that you approve the Attached proposal for a 
Central Qualifications Register with the understanding that the personnel used 
on the project will not be charged against ceiling. Its further recommended 
that you authorize an increase in Office of Personnel finds amounting to $15, 000 
in Fiscal Year 1964 and $50, 000 in Fiscal Year 1965, ox a total of $65, 000 for 
the project. , 


2 Attachments: 
Tab i; Memo dtd 29 Oct 63 te DD/S fr 
D/Pers, subj: "Project for Development 
of a Central Quaitfications Register for 
Applicants and Employees‘ 
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g within the Office of Personnel. 
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Tab 2; Memo dtd 29 Jan 64 to DD/S 
fr AD/CS, same subject 


Se 


*, 


~~ 
% 


john M. Clarke N Date 
Director of Budget, — Analysis, and Manpower 


The recommendation contatnadh paragraph 5 is approved; 
4 


Marshall 5. Carter . . Date 


Deputy Director of Central Intelligence << 


SPA-DD/S:JHP :fmf (30 Jan 64) 
Distribution: 
©& 1 - D/Pers 
1-ER 
1 - D/BPAM 
1 - AD/CS vie DD/S&T i. 
2 os DD/ 5 Chrono, Subject__ 2 


v2E 
Redd 


seb ET 
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29 January 1964 


MEMORANDUM FOR: Deputy Director (Support) 


STAT ATTENTION : oj 


SUBJECT : Central Qualifications Register 


1. At your request OCS reviewed the Office of Personnel's 
proposal to establish an Agency-wide Central Qualifications 
Register for applicante and employees. Attached for your in- 
formation is a summary evaluation of the project with particular | 
emphasis given to computer-related implications. Our general 
cenclusion is that the proposed system is technically feasible, 
within our computer capability, and reasonable in terms of its 
approach to the problem. 


2. We have not been able to make a judgment on whether 
er not the project is worth the cest to CIA. Future savings in 
manpower would largely depend en how effective the system is 
used as a management tool. In launching the program manage - 
meat essentially commits itself to the assumption that the end | 
products will prove highly valuable and worth the cost involved 
in initializing the system and keeping it up to date. 


JOSEPH BECKER 
Assistant Director, 
Computer Services 


} 
| 
ec: DD/SkT | 

Director of Persoanel : 


4 


f= DOSS eam Earjet bg 
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28 January 1964 


SUMMARY EVALUATION OF PROJECT TO DEVELOP A CENTRAL 
QUALIFICATIONS SYSTEM FOR APPLICANTS AND EMPLOYEES 


I. BACKGROUND 


A. The proposal to establish a Qualifications System is 
the fourth attempt by the Agency to generate a workable, mechanized 
system for handling Employee/Applicant qualifications. The three 
previous attempts were EAM systems using punch cards. Each, in all 
fairness, was progressively better than its predecessor, but all con- 
tained the same basic weaknesses: 


l. There was never assembled an adequate 
staff of qualified analysts to formulate, 
code, and maintain a qualifications system; 


2. None of the previbus systems were coded 
to completion: 


3. None were ever maintained on a current 
basis; and 


4. None of the previous attempts ever had 
an exhaustive test period prior to its 
implementation. 


B. From all indications, these problem areas have been 
taken into cansideration in developing the proposed system. 


Cc. A major element of the new system is a very highly 
detailed coding structure. The system will require the services of a 
competent staff of qualified analysts to interpret the detailed codes in 
terms of daily operating requirements. The more detailed, or spec- 
ialized, the coding, the more chance of varying interpretation by other 
than qualified analysts. 
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D, Responsibility for developing a computer aystern in 
support of employee/applicant qualifications was placed on ADPD 
{originally in the Office of the Comptroller - now a Division of Office 
of Computer Services} as part of the original justification for lease 
of the RCA 501 computer syster, 


2. CURRENT SITUATION 


A. As far as the Office of Computer Services/ADPD is 
concerned the qualifications system has been operational for more than 
six months. The system now contaias most of the Master Cualifications 
Records for “gency GS-15, 14, and some GS-13 personnel, Seven (7) 
computer programs have been written, de-bugged, and are operational. 


B. Machine support of the system will require approxi- 
mately forty (40) hours per annum for regular file maintenance on the 
RCA 501. When the system is fully operational to the point at which 
requests for computer searches are handled routinely, it is expected, 
that one (1) hour per day on the RCA 301 will provide ample time to 
de any number of ad hoc searches. This has been planned for third 
shift operations, resulting in 24-hour turn-around service. 


3. ADVANTAGES OF PROPOSED SYSTEM 
ee LL a HATTA ree eastern hins iaeemmenttetthcesnamanmmomenetee an 


A. Greater depth of coding data allows for greater 
selectivity of retrieval. 


B. New system data can be used for: 


1. More selective recruitment of applicants 


by determining hiring needa; 


2. Selection of personnel for evaluation of 
skills as applicable to job vacancies; 


wZe 
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3. Selection of personnel for backstopping 
other employees and their skills; 


4. More comprehensive and up-to-date 
statistical compilations. 


C. System apparently can be instalied with no increase in 
machine or manpower requirements to service the system. 


4. CONCLUSIONS 


4, It is anticipated by Agency personnel with experience 
in this area of operations that more use will be made of this system 
than any previous system, because the new system is more compre- 
hensive, is designed with computer equipment in mind, and will contain 
more information than was ever possible before. 


B. it is believed that the system meets the requirements 
of the customer office. 


C. Eis also believed that approval to proceed with the 
system and conversion should be contingent upon the following: 


i. That an adequate staff of sufficiently qualified 
personnel be established to formulate, code, 
and convert records for the syatem. 


2. That every attempt be made to complete the 
coding of the system in the shortest time 
practicable. 


3. That responsibility be placed on the Office of 
Personnel for maintaining the syatem on a 
current basis. 


4. That the Office of Personnel have sufficiently 
qualified personnel to maintain accuracy of the 
data in the system. 


5. That sufficient tests be made to insure the 
accuracy and reliability of data selected as 
a result of machine searches. 


E. It is believed that if these conditions are not met the 
proposed system will inherit the same problems of preceding systems 
as mentioned in BACKGROUND, above. 
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29 Oeteber 1943 


AM POR: Deputy Director (Support) 


+ Project Por Development of « Central Quelificat: 
Register For Applicants and Buployees. is 


i, This memorcndwa contains a 
preval of the Deputy Director Lecsmmengation for the ap- | 
contained in Pisani ic (Support). “Guch a reccumendstion is 


2. Approval hes been requested | 
Division to develop « Cent ty the Personne) Operetions 
“ing RCA 501 electronic dats eqelmany one Resords System utilir 


3. Project description, justi fiestion 
are atteched. Funds i the org ed Soet estimates 
Year 196, cocrar as = avellabie in the Division's Pisce) 


4. It is recomended 
cost not to exeeed $65,000, shat this project be approved et 5 


Attechment: As Above 
The recommendation contsined in pa 


iene ~ctereemni ee 
Date 


downgrading and 
declassification 


Tenn meements 
OUP 1 
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29 October 1963 


PROJELT SUBJECT + Inetalistion and development of 2 Cantr:1 
ali fiseaticons Register amd locator Systen 


for applicants and employees, utilizing 
the ROA $01 equipment. * 


ORIGINATING DIVISICN : Personal Operationa Diviaion, Office of 


25X1 


FUNDS REQUESTED : PY 1964 


GUERENT STATUS : New 
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Tt te eewenti«l thee the igunay secure the servicas of ten 
mupower spoeci« liaise for a perled of one year t¢ eselat in the 
ingheiletion cf? c Centralised Waeliflestiorn Megister cud Loeater 
“yrtem. The gervices of these spesiailats are needed to ain Lf 8h 
the fallowine: ; 


a. Te eneplete the endiny of en inttic? qurliflestions peas ed 
oh thGL Loam am ver, 


&. To Imbegrate avd consolidete with the indtial qualttiestiéons 
reatrd pertinent date frem the Offer of Trwining, Military erenene! 
Di:deter, and Office of Perecene], Gecerds and Tramaactiless Pramsh, 


#. To instal’ o system for teintslning these regurda on > 
furvent bowl a, 


d@. To inate)! an spplieant quclifiesctions Spatem whieh «il: 
be secosplighad i: the same manner a6 the preeilA exert ence 
Portion of the qa: liflestiona ersten, 


he 


Pargucnt to the request of the Direehar of Persorme, = 2 
(See tah 4 atteched), wae made to determine the extent to wite: 
the Offies of Pereawel need register the qualiMeetiong of A gapes 
Perecmyed nnd te define » method by which the system should be ou: 
inte effeat, The 198 atwdy pointed owt that the IBM eeding aratan 
woud at the time lsoked the Tlemibdlity «aad refinements neneesary 
to meet .gemey needs. In sogordarce with reocumemiat ion, 
toe study, whieh were approved ly the Direster of Peraounel, the 
ee lihestiong ing lvete Branch devised snd developed « miitias- 
Rersivnt? qaeliMestions rexteter xn seanter eyeiem, which ta now 
besdy for implement tion wd ese in the 202 SU) quad pment. 


at it te eapible of gueceseful ly eahlecleg the 
furpese for witch 11 wag developed. Time is the wejor fester while: 
Beatles the aged foe supplements. pereense! te inetatl the ayetem, 
the adi tien: | Seeks outlined tn puragraph 1 sbeve, without ogh 


wold be quch se tr moke the entire erogram diffiewlt, if xt tn. 
peseikis of sohievement. 
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SECRET 
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@. Follewing the initis) receerding amd integrating of in- 
Sapp pes on each employee, aome form cf malatensnes will be ceces~ 

ry to keep the individus! records up t= date. Haintengnes on an 
eneh earthen beals will be hawlled by use of s Qu ifleations *ugple~ 
monte) Questionnelre which will be forwarded to the emplovee =i the 
time bis finesse repert is due. Information contsined in the fit~ 
teas report and on the supplements) qaationncire will te used to 
reeerd newly~sequired axille and experiences. 


f. The next phase of the Quslificstions Records frstem would 
be the development of an ‘pplfcant Qualifications Raglster. This 
recteter wuld be esteblished in the same manner za the pre~CIs 
experience porticr of the Employes QualiMiestions frsten. 


gk. The last cheese would be the developement cf « computer- 
produced Blogrepaic Profile for ircener employese. The crection <f 
Biographies Prefiles at this steze could be scecuplished eimeiy end 
quickiy, eine most of the steps would hive been accomplished in the 
preeess of setting wp the Peployee Guslificstions Register 2s stated 
in paragraph | sheve, 


a. Indfividus's selected fer sseignment te this arefect will be 
former igenay euployucs and will be fally eleared. They will per- 


form their duties <i tre Readquarteare Pullding in tangier: therefore, mo 


acver tnatreumentality fe required. 


tb Enowledgesbility. Individusisa asalmed to the prefect wil! 
be witting ef the .coney's epemecratip, 

a Seempatiensl securliy. Security measures applicnt® ta Se 
regalar etelf eaplcrees will apply te personne! aaslgned te the pro- 
jeet. 


a4. Riske. There ere ne uuleaw security risks connected with 
the prejest, 

e. Peracmei digpces}, Yo dlepese] problems. Individucts 
aasiened tc the ore tect will be former empleyees returned te duty under 
gonbtract. 


¥, Disaster rien. The disaster pian for the Office cf Perscane! 
will apply to alia sseigned to the profect, 


& COPRDTHATICN 


a. Reistion te other projecte. The claseiMeation and sedinz cf 
appligants" and employees’ qusliftestions under this sroject was 


3 


Approved For Release eS ee 


Approved For Release 2002/08/1 Deals aioaveomnnssonosnnces 


acecmplished formerly ty OP/POD/GtT and, therefore, will esntinue 
to be closely related to the zetivrities performed br the <msliflestions 
intiyade Branch. 


&. Extent of coxrdination. The part of the project concerned 
wits iasal tying end ecding of skills, nowledges, and experience 
has been ted aliy with maupower planners at 21] echelons 
in the BO/T, Dd/?, » and BD/s i ol ger mie EL The detailed pro- 
parce Regal Frtady the Office of Training, Wilt tary Personnel, 
ond Office of Serscomel, Reecrdae and Transactions Braach, pda a 
GAB recerds haa been aad wil) be coordinated with component 
gerned and with recresentetives of the tutomatic Date preseeaia. 
Division, Offies ¢f Comptirecller, and Cffiee of Somputer Services. 
Close colleboratien with manpower planners in 2ll major eemponents 
will be necessary during the initie! stage of derelcpaent. 


a. Metvare of, This protect will be water the immediste contre! 
of the Pereonne] Speretions Division, Offies of Fersenne!. 


b, ‘d@ulnistretive plen, More is required. 

ce. Reporte. Me wrassal reporting sreecadures wil! be inve? ved. 

a. Overall Cli funds required for Fiscal Year $964: 135,°76, 

&. awadlahility of CTs fumde required. Se funds are avail-ble 
fer this project in the Pisces) Year 1964 badget of the Sfflee of 
Pessonmse). 

a. Moms funis, HA 

@. Pereign funds. 14 

e. Fanting. [xpemtitures on thie prefect «il! be restricted te 
 welary segments only and will be handled by the edainistritive office 

of the Office of Personmel. 

f. Fineneial bistery, 


Futere requirasente. The project will require en additions? 
43,000 for Fiscal Year 1965, 


%. Tetel eogt. in estiueted $64,000 will be required te cover the 


& 
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cost of thia project, 335,000 for Mlecal Year 156, end £90,000 for 
Fiseel Your 265. These fands will de weed to esver aaleries of 
cepigned to the projeat. 


>. Fergemel. Ten professions! snalyste will be required. 
Several propomgale for eveuring qurdified perscnee! fer ateffing thie 
preject have been consldered; t.3., 


(i) ‘Tre wee of security-clesred prospective ets ff an:loyees 


(2) The wee cf part-tine employees ~ wires ami cther de~- 
pemtents of staff exployess; 


(3) The ase of Interin Lesigement Section pool personnel; xnd, 


; {.) The ase cf Ageuy retirees (military ond civilian persos- 
pel}. 


Of the above prepesals, the use of retirees is deemed wat 
aeeepteble from the following standpcinte: 


(1) Sewarity. Ye extended security clearance wnild be 
required te sesign former eivilics or military persenne! te the 
ore fect. 


(2) Esoncmy. The eslary peid te s reemployed anmuitent wouid 

be execfeurth to ene-third less than thet osid te 5s reguler staff 
aula }, beeruse the aneaity which the retires reosives from the 
Civil Sarvies Retirement System is conaldsred a cart of the cver- 
all galery eateblished for the position. 


(3) Pesttion Qulifiestions. gency retirees would incw 
woiique mnpoxer requirements, terminclosy, #te.; no lons treiving 
pregrem would te seeded. 


{4%} Prpetenl Qualifiertiona. Unless retired on disability, 
4t would eppear thet no medics} problems would be encountered. 


{$) aweilability, Fermer eaplcyees new living in the aren 
wold be gelecte?d, ss@ no expense would te tmrceived in « chenee of 
residence. 


{6} Salary. A reempleyed sumaitsnt would be allowed to re- 
tain ble entire retirement payment, provided that the combined 
peng amd retiveumeat payment wuld sot excead the salary establtebed 
the position. In no ease would the annual salary exceed the 
pst aalere sweeived. by the anraxitant 5& the time of his origina’ 
retireme::. 


b 
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; The steffing pettern (eee teh B) developed fer the protect 

vy the Persone] Creations Division was oct devised te indicste seahtion 
requirements nor to fix grade levels for recruitment. [4 wes develoned 
by the Division primarily te reflest « flaxible orgsamiration baged pon 
preject Sunetions and te estebliah coprepriste salary penges, fer use 

in rehirting kgeney sameitents and/:r ether former wepleyees, tueh 
Flaxibility in the steffing pattern Le deemed apprepriste in view of: 


. (1) Poe time freter astabitahed for completing the tos. 
{one year}; 


(2) The nmeavedisbility of qualified wenpewer frea Isher 
markets cotelde igeney interns? resources; 


_@) The need for negotiating salary payments to induce highie~ 
quciifled saguitente te retera te Gevermment service; sad 


(4) dfter expertenee te catned, the need te sdfust duties and 
reqponsitdiitiee in line with on indtvidwel's quoliflestions and 
eapebd ities, 


In ne case would the combined eslerr snd anaulty of = rees- 
ployed retires exceed the maxinam salary establighed fer + psriisuler 
position, ner would the combined aslary and annuity exeeed the gross 
salary received by the snmuitent at the time of bis original retiremens, 
In fact, the eteffing pattern and the prefect outline were desiged to 
}iwlt the eversae camunl salary te sppreximately $4,50 per serece, 


Showld « gemdidate cther then « former employee be considered 
for sesiqment to the profeet, the minimum eslary fer the SS grade 
indlested on the st:ffing pattern woald te used in proeessiag the 
employes fer entry ca duty. 


® Space regpsiremente and Isestion. Ome to odmintetretive 
soourtty probleme, it i» necessary that the work be nerfermed on Aaeney 
peemises, preferab’; ta an sres adjacent te GiB. (ppreaimstety 75 _ 
qusre feat af floor spece will be regadred te house the task Perce, 


a. Training. Me requirements for specielived ireteies of sergen~ 
wel will be eunerated br this prctect. 


@. Materie!, Ho wrewsl ewpply problems are involved. Materiel 
requirements wlll be met through sormel igency supply sh-ncele, However, 
pUetizccin dy will require ten twoedrewer gafe-tyoe desis, ese: with > 
¢ } Teme], 


f, Tommnicetions, Mc wens] communiesticns probless are 
Levee lived, 
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& Current stotus. Time ie the feeter dietatine the need fer 
persenne! to esrry out the projest. “Lthowt s tas fores sf? tan 
contract employees the time required to festall on operation] 
avetem weald te such ag to mabe the entire orocese difficult, of 
not impesaible, of sckisvement. 


*, Gommiteste. te commitments heve heer made. Howecer, 
after inetallatior of the sretem « minimwa cf four amplevrees wil! 
be required to curate ond mainteia the records cn - current bisis. 
Maintansnes of individus] qualifications records or sn tpiceds te 
beele would be sccomelished autemstically; however, it would be 
necessary te ebtein sddition:! date from the fmtivide:) em:lsveee 
gertodiesliy, ss cutlined in paragraph 4 @. sbove, The sive ond 
ecmposition of the eteff required to meintein the aysten, once it 
beoumes operatdon:1, cannot be accurately forecast at ibis time, due 
te the Jack «f inowledgs of the intensdvenesa with whieh tis systen 

Will be weed Ly mcnpower plemners, end due to the leet cf inform: tion 
on how much eompacer time will be avalinble te GUE om 4 scheduled or 
free-time bamia. Kowever, 1f eomputer time te not prezgremed or 
avellabie when seeded, . eompenion register leexter system will te 
used. The dieadvauteges of the companion leestor ayetea sre that it 
requires a wamic] search and ie slightly slower; sles, the nusber 

of personel iperasnentiy agalgned sa qutiifiostione anc'yete will 
hove te be increaged te permit monus) searctes of quali fierticns 
reristersa produced, 


e. Effectiveress. See Current statue (perserenh io =. abore), 


d. Antielpsted results. The inetallation of the cuolifications 
Clsesification and Ceodins Sywtem will fscilitate the selestien of 
cerscnnel for igercy asalenments byt 


(1) Providine csreer service panele sod operstine 
cffietela with » records sereening devices for leesting trividuc’s 
whe pousess specific skills, inowledsee, snd earerionce, to 
meet current requiremente, sami fer staffing Agency oceitions 
wider condilions of mation] defense snmrzency. 


(2) Provide manpower planners with resdily cecesaltie 
information for the preparation of statistics! studies or 
date soncersing employees, appliesnts, end mertleinents tr 
fgemey pilit-ry reserva progroms. 


@. Fvalusidon. The effectivencss ef the progrm oan te 
meagured in terme cf the aceurtey cf the recleters alresdy erc- 
duced and their usefulness to manpower planners in meeting she 
oblectivea cutlined in pareerenk 16 a, nbeve, 


f. Policy quastions, There are neo new wetefined policy questions 
lnvelved with the orc tect, 
7 
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1 duly 1959 


1. PROBLEM 


A. To determine the extent to which the Office of Personnel 
need register the qualifications of Agency staff personnel 
and to define the method in which this is to be done. 


2. ASSUMPTIONS 


A..There is a define need for a central qualifications register 
to facilitate the selection of personnel for Agency assign— 
-ments. This register will, among other things: 


(1) Provide Career Service Panels and operating officials 
with a records-screening mechanism for locating indi- 
viduals who possess specific skills, knowledge and ex- 
perience to meet current requirements and for staffing 
Agency positions under the conditions: of national 
defense emergency. 


(2) Provide manpower planners with readily accessible in- 
formation for the preparation of statistical studies 
on data concerning employees, applicants and partici- 

" parits in the Agency's Civilian Reserve programs. 


3. FACTS BEARING ON THE PROBLEM 


.A. Ever since the close of the Korean War, Agency manpower 
planners and operating officials have become increasingly 
concerned over the Agency's lack of a records system, which 
would disclose, in addition to the general qualifications, 
specific skills to coincide with changing operational needs 
and to meet "crash" situations. 


B. In 1952, the Office of Personnel in an attempt to overcome 
' this deficiency, inaugurated a mechanical system for the 
purpose of registering occupation, area and language specialists 
for quick reference. Between that date and 1955, the 
system was revised to make use of the Intelligence Subject 
Code (tab 1). 


CG. In addition, late in 1956, a Biographic Profile program 

was developed to provide a quick review of an employee's 
background and experience, (However, the Profile does not 
reflect employee skills (tab 2). 
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D. In the years that followed, numerous changes were made in 
the qualifications recording system to increase the number 
and types of qualifications that could be recorded by the 
IBM procedure. Such a revision was made in 1957, and this 
is currently in use. However, the system is still de- 
ficient, a fact demonstrated by our inability in the past 
few years to locate certain qualified individuals to meet 
"crash" needs in the NE and SE Asia areas. 


E. To surmount this difficulty, many organizational components — 
have developed independént employee qualifications record 
systems with particular focus on those special skills needed 
to meet specific staffing requirements of the component 
involved: 

(1) Office of Research and Reports (Tab 3) 
(2) Office of Logistics (TAB 4) 
(3) Office of Communications Career Service (Tab 5) 


(4) Political and Psychological Staff/Para-Military 
Division (Tab 6) 


(5) Near East Branch Personnel File (Tab 7) 


F, Other Government Agencies have in effect methods and pro- 
cedures for recording employee qualifications: 


(1) Department of State (Tab 8) 
(2) Atomic Energy Commission (Tab 9) 
(3) Givil Service Gommission (Tab 10) 


G. All of the military services have Mechanical Qualifications 
Registers and Supplemental Qualifications Records Systems: 


(1) Navy (Tab 11)° 
(2) Army (Tab 12) 

(3) Air Force (Tab 13) 
(4) Marine Corps (Tab 11) 

H. The problem confronting the Agency with reference to the 
need for and the extent to which it should record employee 
qualifications to meet current and long-range requirements 
is considered analogous to the problem of the military 


services in insuring the availability of reserve personnel 
to meet cold war and. hot war requirements. 
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4. DISCUSSION 


A. 


The Qualifications Analysis Branch has largely confined 

its study to the two points set forth in the problem; namely, 
(1) the extent to which the Agency has need to register 
employees qualifications, and (2) the method for doing so, 
However, the evaluation of the existing Qualifications 
Record System was considered so essential to any consider- 
ation of the problem that it has been covered in detail in 
this report to indicate the scope and complexity of adminis- 
tering and maintaining an accurate Qualifications Record 
System on an up-to-date basis. ; 


Generally speaking, the Qualifications Register and the 
Biographic Profile (referred to hereafter as the Quali- 
fications Record System) have been useful in screening a 
majority of Agency employees on the basis of occupational 
areas in which the individuals have had experience, as well 
as on other pertinent data such as area experience, language 
knowledge and educational background. However, neither the 
Register nor the Profile, contains sufficient information 
about those special occupational skills or skill levels that 
are possessed by the individual.to enable the Career Service . 
Panel or operating officials to screen individuals based 
upon a varying combination of skills. 


In addition to facilitating the selection of personnel for 
Agency Assignments, the purpose of employing a mechanical 
system of registering employee: qualifications on punch 

cards and the use of a Biographic Profile form was to elimi- 
nate ‘time-consuming, filescreening techniques and the traffick- 
ing in Official Personnel Folders. This has been only 
partially effective due to the lack of information on specific 
skills, knowledge and experience in both the Qualifications 
Register and on the Biographic Profile form. 


Since the latest revision of the IBM Register system in 
1957, only [[__] employees have had their qualifications 
initially recorded. This till leaves approximately [_] 
to be coded, and no action has been taken to bring those 
records initially complied up-to-date. 


Similarly, only[ _ Biographic Profiles have been pre- 
pared since the program was introduced in 1956, and, at the 
present production rate it will not be possible to have a 
profile prepared on each employee within the foreseeable 
future. ; 
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F. Inasmuch as the Biographic Profile problem was a part of 
the Qualifications screening system, it should have been 
developed as a companion program. This, however, was not 
done. Rather the Biographic Profile was developed in- 
dependently of the Qualifications Register System ard by a 
different staff with little or no planning for the execution 
of their respective functions. Thus, the independent actions 
the two groups have resulted in a duplication of effort in 
.that both the Biographic analyst and the Qualifications! 
analyst review the same documents in the personnel folder for 
recording the same, or similar, type of information. The 
inability of the analysts to complete the initial records 
of all employees and to maintain them on an up-to-date basis 
has deprived the Agency of vital information on employee's 
skills. 


G. Other weaknesses also have been noted in the present Quali- 
fications Record System;for example: 


(1) The IBM codes now in use were not tailored to record 
special operational skills essential to Agency staff- 
ing requirements; furthermore, this information is not 
available in Official Personnel Folders. Thus, the 
Qualification analysts are coding Agency experience 
based on the title of a position held by the incumbent 
rather than on skills requiréd in that position. 


(2) The present form used (Tab 15) in coding the employee's 
educational background limits the analyst in that he 
can code only one type of Bachelor Degree on the form; 
also, he cannot specify a trade school attended by name 
or type, nor has any provision been made for recording 
attendance at a military school. 


(3) While the use of the area knowledge codes permit the 
analyst to code on the form the individual's familiarity 
with a particular region or country, it does not permit 
the recording of the type of knowledge (political, 
economical or cultural) acquired, nor is it possible to 
code the extent of the knowledge acquired. 


(4) Another weakness in the present Qualifications Records 
System is the exclusive use of the Official Personnel 
Folder as the source of information. In too many 
instances, the information contained in the folder 
is either misleading or inadequate. For example, the 
Personnel History Statements, the PHS Supplements and 
the Qualifications Questionnaire forms, filled out by 
the individuals themselves, are slanted toward a par~ 
ticular type of assignment or area. This gives a dis- 
torted picture of the individual's qualifications since 


4 


Approved For Release 2002/08/14 : CIA- Rf 0500080005-6 
Like tram avtomatic 
SECRET downgrading and 
vasa tlegstitcs: pager Lae 


a 


Approved For Release 2002/08/14 : CIA-RDP84-00780R000500080005-6 


4 


this information is picked up by the analysts and 
coded. In addition, the Official Personnel Actions, 
Forms #1150, do not always reflect the true assign- 

. ment of the individual due to slotting techniques em- 
ployed by the area personnel officers and due to the 
extensive use of details to positions that are not made 
a matter of record. 


- (5) In too many instances, other qualifying data, such as 
assignment and evaluation test records, medical and 
security information, and special operational skills, 
are not found in the personnel folder. While it is not 
essential that all the information contained in these 
records be consolidated with a central qualifications 
record system, the lack of qualifying or disqualifying 
information in the central personnel records deprives 
selection officers of this vital iaformation. The 
net result is that they receive only a partial picture, 
making the selection of less qualifed individuals 
possible, if not probable, whereas better qualified 
individuals are passed over. 


H. Due to the deficiencies in the present Central Qualifications 
Record System, various methods have been utilized at different 
organizational levels to locate those employees possessing 
skills pertinent to a particular type of operational function, 
Some of the systems utilized to date are as follows: 


(1) The Component Qualifications Register or Biographic 
Data System 
. The Office of Personnel Qualifications Record System 


is used by organizational components primarily to 
locate employees according to general qualification.. 
categories (language and area knowledge, or by position, 
grade or date of grade, etc.). It is not possible under 
.the existing record system for components to locate 
individuals possessing specific skills to meet their 
particular requirements. Therefore, manpower planners 
at various organizational levels have been required to 
develop, administer and maintain independent quali- 
fications record systems with focus on specific cate- 
‘gories of individuals, thereby duplicating the efforts 
of the Qualifications Analysts in the Office of Person- 
nel; 


(2) Personal Contact or, Knowledge Method 


Some operating officials feel that no qualifications 
record system is needed in the Agency. They believe 
that the intelligence group is so strongly integrated 
that contact with any one type of operational or re- 
search specialist would develop information for locat- 
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ing other qualified individuals. Ths concept has 
proven incorrect as indicated in the Korean, Middle 
East and South East Asian Crises. It is just as 
absurd for operating officials to locate skilled 
individuals to meet operating requirements by rely- 
ing on memories of co-workers, both present and 
former, as it is for insurance companies to determine 
premium rates without acturial tabulations. Employees 
brought to the attention of officials in this manner 
are not always the ones best qualified to meet the 
immediate needs, 


25X1 


5. CONCLUSION 


Aa It is believed that there is a definite need for the develop- 
ment of the Central Qualifications Record System based on 
the following: 


(1) Sudden requirements for individuals possessing special 
skills invariably result in confusion, competition 
between organizational components for qualified em- 
ployees, and a loss of time and effort on the part of 
Career Service Planners and operating officials, it 
has also led to a duplication of efforts and the ad- 
ministration and maintenance of a variety of personnel 
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records both within the Office of Personnel and 
in various operating components. 


(2) The lack of a complete and detailed qualifications 
record on each employee has resulted in operat~ 
ing officers having to accept lesa than the required 
standards when staffing operational type positions. 
Examples of "crash" programs involving at times 
the use of partially qualified personnel occurred 
during the Korean, South East Asian and NE emergen- 
cies, 


(3) In addition to the above, the development of a 
central qualifications record system would reveal 
critical areas of weaknesses in existing Agency 
skills and could assist manpower planners in 
guiding training efforts to overcome them, 


B. It is believed that the following steps are essential 
to the establishment of an adequate central quali- 
fications record system: 


(1) The consolidation and/or integration of all Agency 
records having to do with information on employee 
qualifications or disqualifications (i.e., medi- 
cal, security, assessments and evaluations, etc.). 


(2) The development of a coding system for register- 
ing special operational skills and skill levels 
possessed by the individual. 


(3) The reconstruction of existing personnel question- 
naire forms (i.e., PHS, PHS Supplement, Personnel 
Resume, Interim Activities Report) to standardize 
the format (typography) and to provide on each 
form, spaces behind selected items to be used by 
‘the analyst for coding skills and skill levels 
- possessed by the employee. (The Qualifications 
Analysis Branch has prepared models of proposed 
PHS, Personnel Resume and Qualifications Supple- 
ment forms with the data arranged in sequence on 
each form as that on the Qualifications Record to 
facilitate the coding and typing of the information 

on the Qualifications Record (Tab 16).) Coding 
skills on the original documents would, in addition 
' to saving time and labor, serve three (3) purposes: 


' (A.) ‘It would enable the Office of Personnel to 
determine the number and types of experience 
factors registered on each employee in the 
Mechanical File. 
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(B.) It would enabie the Chief, Qualifications 
Analysis Branch to review the information 
coded and to evaluate the quality of work 
performed by the Analyst. 


(G.) It would eliminate the need for the special 
coding sheet now used in the Qualifications 
Analysis Branch, and in addition, analysts 
would know which questionnaire form was 
coded last when the individual records are 
being brought up-to-date. 


(4) The next step would be in the construction of an 
Employee Qualifications Record (Biographic Profile) 
in the form of a file .folder which could be 
reproduced (Tab 17). This card could serve four 
(4) purposes: 


(A.) It would enable Career Service Panels and 
Operating Officials to make comparative 
appraisals of employees qualifications for 
promotions, reassignments, training, etc., 
thereby, improving the selection system. 


(B.) It would eliminate the need for independent 
qualifications records now maintained in 
various organizational components. 


(c.) If constructed in the form of file folders, 
it would serve as a temporary storage file 
for documents until such time as the in- 
formation is typed on the qualifications 
record card, and could be used also by 
Careet Services for filing EYES ONLY memos 
or RYBAT dispatches. 


(D.) Blank spaces provided behind selected items 
on the qualifications card could be uséd by 

operating officials to record sensitive -in- 
formation through use of special codes, de- 
veloped for this purpose. Codes could be 
used also to record non-sensitive qualifying 
information needed for statistical studies. 
The knowledge of the sensitive information 
could be controlled on a "Need to Know Basis" 
by the individual or group having possession 
of the key to the special codes. 


(5) To be truly effective, the skills of each employee 
_shoiild be coded and punched on IBM cards iin the 
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IBM System with detailed information concern- 
ing the skills outlined in the Qualifications 
Record, For this information to be accurate, 

it can be obtained only by these steps: A review 
of the Official Personnel Folder; use of supple- 
mental questionnaire forms to be completed by 
each employee (tab 18); and, an interview with 
the employee by a qualified analyst. These 
important steps would lead to the development of 
procedures for obtaining the basic data needed to 
complete an initial qualifications record on every 
Agency employee: ; 


(A.) To complete the initial recording of employee 
qualifications records at an early date and 
to maintain the records on an up-to-date 
basis, it is essential that the services of 
division personnel officers in all Agency 
components be utilized. These officers 
could be instructed by the Qualifications 
Analysis Branch on the methods used for cod- 
ing and recording the individual's skills and 
skill levels; also, the system to be used for 
keeping the information on an up-to-date basis. 


(B.) Following the initial recording on each 
employee, some form of maintenance will be 
necessary to keep the individual records up- 
to-date. The Qualifications Analysis Branch 
feels that maintenance on an up-to-date 
basis can best be handled by use of the Quali- 
fications Supplemental Questionnaire which 
would be forwarded to the employee at the 
same time his fitness report is due. Infor- 
mation contained in the fitness report and on 
‘the supplemental questionnaire would be used 
to record newly acquired skills and experiences. 


(C.) If necessary, the information obtained on 
interview could be verified by the supervisor 
to determine the skills and skill levels 
utilized by the employee while assigned to a 
particular position. 


-RECOMMENDATIONS — 


A. 


Based on interviews with personnel who have had experience 
and knowledge in this problem area (Tab 19), and study of 
existing qualifications records media (Tab 20), the Quali- 
fications Analysis Branch recommends + 
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(1) That a central qualifications register be developed 
by the Office of Personnel to be used by all Agency 
components to identify..personnel qualified by reason 
of civilian and/or military background who posses 
language and area knowledge and in addition to locate 
individuals possessing unique operational skills in the 
fields of: Psychological Warfare, Counter Intelligence, 
Military Intelligence, Communication Intelligence, 
Interrogation, Public Information, Foreign Servide and 
Foreign Intelligence. 


(2) Since various skills and levels of proficiency. are re- 

quired in accordance with the duties to be performed, 
‘the Qualifications Register and Qualifications Card 

should be developed to record those operational skills 
and skill levels possessed by each employee to enable 
Career Service and Operating Officials to make more 
effective, comparative appraisals of the individual 
based upon his skills, knowledges and capacities. 


(3) That the Qualifications Records System be administered 
and maintained on a current basis in the central Office 
of Personnel with duplicate records at the relocation 
site to provide the Agency with a records—-screening 
mechanism for locating individuals possessing specific 
skills, knowledge, and experience for use during a 
national defense emergency, and also to provide man- 
power planners with a current Agency-wide reference 

‘for locating specialized personnel for staffing 
‘different types of operational assignments. 


(4) Based on the assumption that the Qualifications Record 
System described herein will be developed and administered 
by the Office of Personnel, it is recommended that the 
Director of Personnel appoint individuals responsible 
for Personnel manpower from within the Office of Personnel 
and from each major organizational component who would 
serve as a task force to provide advice and policy 
guidance to the Chief, POD, on the implementation of 
a central qualifications record program. 
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